A large university is not only a teaching institution, it is also an institution that supports academic research, as well as other scholarly activities. And the primary purpose of a university library is to support the teaching and research work carried out in the university. As Crowley (2001) 
puts it:
"libraries without faculty allies are simply not players on a university campus." 2 As a result, the need for librarians to have good working relationships with their administrative colleagues is simply vital.
Meanwhile, the universities are in the midst of probably the most drastic restructuring in their history.
At the same time, we cannot avoid change, for it simply invades all of our libraries' activities everyday now. In academic libraries, the two driving forces behind most workplace change are economies and technology. Declines in funding for education and in the purchasing power of libraries have made it impossible to maintain the former status quo. Add the rapid growth of new information technology and its potential for radically altering communications and knowledge management, and you have the major ingredients for some very drastic changes in libraries. 3 The changes that academic libraries are currently facing are identified as follows:
II. INFORMATION TECHNOLOGY & LEARNING PATTERNS IN THE NEW ACADEMIC ENVIRONMENT

Economic Pressures & Technological Changes:
This convergence of technologies fundamentally has changed education, research methodologies and scholarly communication; and certainly it has changed the formats of scholarly publishing and the ways academic libraries function. 7 The underlying technical shifts have brought redefinitions of users and the community of creators of culture and have created a decentralized environment with no boundaries. The forms of human communication are also changing, e.g., technology is creating new cultural environments and new economies. 8 In addition, university and college presidents, provosts, boards of trustees, and legislatures increasingly expect librarians to utilize technology to reduce or slow the rate of rise of costs of information in order to save space and manpower and to produce new methods of handling rapidly increasing amounts of information, preferably all at the same time. These economic pressures are so severe that there is an almost mythical quality to the expectations for technology to solve them, which often causes policy makers and senior administrators to make overly optimistic assumptions about how easy technology will be to use or how fast people will adopt it. These economic pressures include:
 Inflation in the costs for printed publications, which continues to be much higher than inflation for the general economy. 6 PROBST, Laura K.  Inflation in higher education costs, which also continues to be much higher than inflation for the general economy.
 An explosion in the numbers of publications, particularly in the sciences; the wealth of scientific information now doubles every 12 years.
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 Overhead costs for libraries, particularly costs for providing new building space.
Human Resources & Cultural Changes:
The new digital library requires a massive upgrading of human skills and the encouragement of critical changes in long-established academic cultural patterns. Institutions of higher education, not just libraries, must invest in facilitating the cultural changes that must take place for academicians and students to utilize the digital library more effectively under the new environment.
This new environment has caused the need for the librarians to undertake the following actions:
 revised bibliographic instruction sessions in libraries to teach search and discovery approaches to information retrieval;
 cooperative programmes between the library and computing centres for team teaching of short courses of interest to a broad base of faculty, staff and students;
 cooperative programmes between the library, media centre, and faculty improvement centre to improve faculty skills in the use of electronic resources in teaching and the production of teaching materials;
 knowledge management projects that create synergy between librarians and faculty in the production of new knowledge utilizing new knowledge tools;
 cooperation between the library, computing centre and university to create university information systems that encourage faculty to use networked information on a regular basis and thereby to learn skills informally that can then be generalized. 
Changes in Scholarly Communications:
Access to the Internet has revolutionized scholarly communication. 
Internationalism/Globalization:
Another implication in this technological growth is the blurring of borders between nations. The dramatic improvements in transportation and communications since the beginning of the 20 th century have made the world a much smaller place. It continues to shrink as digital communications technology and broadband networks reach more and more space. 13 In order to cope with the new international environment, many higher education institutions are now offering international programmes, and they usually ensure their programmes possess the following characteristics to reflect the true aspects of international education:
 Quality and efficiency of the programme's administration.
 International standards of curriculum structure.
 Qualifications and diversities of faculty members.
 International and cultural diversities of student bodies.
 International academic learning environment.
 International standard facilities and services.
Changes in Libraries:
" Under the new digital environment, librarians must redefine the image of their profession and promote an active role for themselves in the higher education community. The challenges and opportunities for academic libraries in this transition area can be summarized as follows:
 an increasing emphasis on networked access to information resources, within the broader context of the emerging virtual library;
 an expanding role for the library faculty and staff in teaching users how to identify, select, evaluate, and retrieve information resources relevant to their needs;  an enhanced capacity for the library to create, organize, and disseminate select sets of electronic information (e.g., gateways to Internet resources, etc.);
 ongoing development of core collections to support university curricular programmes and research needs within the constraints of publication proliferation and price inflation;
 a growing responsibility, in alliance with the computing centre, to provide a network infrastructure to support academic programmes;
 a continuing reassessment of services that may be strengthened or diminished according to changing user needs, or streamlined or consolidated to improve organizational productivity;
 a flexible faculty and staff, developing the new skills throughout their careers. 15 In the case of Hong Kong, the last few years have witnessed great changes in Hong Kong's economy. As a result of the post-1997 economic downturn in Hong Kong, international competitiveness declined, commodity prices collapsed, and manufacturing industry shrank. In the labour market, unemployment has doubled, both in frequency and duration. In addition, even if libraries had received funding in line with inflation, this would not have been sufficient to keep up with continuing growth in production and cost of new books and other resources. Books and journals have increased in price a good deal faster than general inflation for many years. As a result, no library has received funds that could keep up with the on-going inflation, resulting in increasing pressures on acquisitions.
Faced with this predicament, there is increased need or pressure for more precise targeting of library resources to match university selectivity and priorities in Hong Kong. There is now a greater emphasis on the multi-and inter-disciplinary approaches which the academic libraries offer. In addition, libraries in Hong Kong realized the desperate need for collaboration to achieve the goal of ensuring availability of materials and services for their users in a timely fashion. In addition, they have also realized that effective management is a fundamental component of library and information services, and
should be integral to all education for library and information services, whether they are initial, advanced or continuing professional development. These management training programmes emphasize the needs for managers for schools or other non-profit-making organizations to master complex, fast changing competitive environments, and the ability to interact with the people -both the staff and clients.
To respond to the current changes, academic libraries in Hong Kong have also been endeavouring to adopt different short and long-term management strategies and training programmes to upgrade the quality of library professionals and services to meet the standards set. Examples of how academic libraries in Hong Kong have implemented different management strategies and on-going training programmes to tackle the situation will be given in later sections. Managing change is not a one-off activity, something to be done once and got out of the way. The implementation is also not just a matter of making structural or organizational changes, but of changing everyday thinking patterns of all library staff involved in the process, which including the following:
III. HOW TO MANAGE CHANGE
Implementing New Organizational Structure with New Management Style:
The flattening of library hierarchy will enable the library to cope with the new duties without The single most important consequence of the introduction of automation is the de-skilling of labour and encroachment on professional judgment. As a result, many of the skills required for managing change are implicit in the foregoing. Performance must be measured, procedures must be cost-analyzed, markets must be studied and reached, processes must be made efficient, management information system must be set up. Above all, management skills are needed.
Management is not something left to the chief only. It should pervade everything that is done in the library, and all staff should think automatically in managerial terms. For example, a cataloguer should not only consider how best to catalogue incoming books, but should also be aware of the time he/she spends on each book, should order work in terms of priorities, should weigh the costs and benefits of preparing records in-house and obtaining them from external databases, and should ensure that all work is done by the appropriate level of staff . All staff should be clear about objectives, and try to ensure that the total resources as his or her disposal are used to best effect. 18 Managing staff is one the most important and difficult areas of the process of managing change. It is important because in most libraries staff account for well over half the total expenditure, and if these resources are not used effectively no other amount of other management skills and techniques will be adequate.
New Ways of Thinking under New Organizational Structures:
Staff empowerment and team work are the key ingredients to managing change. And managing Further flattening of the organizational structure and re-allocations and on-going staff development programmes can be expected. Staff re-allocation can be expected to continue into the next decade, with the major dislocations probably occurring in the technical services area concomitant with the need for more public service personnel in many libraries.
The Role of Leader & Effective Leadership:
" 
How to Manage People & How to Overcome Their Resistance to Change:
Effective change will never take place if the boss only tries to impose change on the staff. Staff will feel even more threatened than they probably do already, and in such circumstances they cannot be productive and forward-looking. Even older, and more traditional and conservative staff, will accept change if:  the need for change is fully explained;
 they see what sort of change is needed;  they believe it is achievable;  they have the ability and confidence to achieve it;  they are involved throughout the process of change. 4. Subordinates are consulted about proposed activities within an appropriate timescale and encouraged to seek clarification of areas of which they are unsure.
Key Points in How to
5. Subordinates are sufficiently informed about organization policy and strategy, progress, emerging threats and opportunities.
6. Promises and undertakings to subordinates are realistic and are honoured.
7. Subordinates are given appropriate support in any situation, which involve people outside the manager's team.
8. Where there is concern over the quality of a subordinate's work, the matter is directly raised and discussed with him/her.
Developing & Training a User Population & Understanding their Needs:
In addition to providing adequate training and staff-development programmes for the in-house staff, Under this shared learning framework, participants examined how real value could be added to the real needs of the information seekers. The end result was that the participants were able to share their expertise, and learn how to formulate new approaches in library-customer integration, a new form of partnership between library and faculty. For example, they learned:
 how to incorporate active learning techniques in their information skills instruction;
 how to work closely with the faculties, and learn how to integrate required components of information literacy instruction in the honours programme and the undergraduate requirements;
 how web-resources could be re-organized/re-packaged, in order to be of practical use to the students, teachers, and researchers, etc.;
 how to develop local custom-made library homepages for different academic units;
 how to develop custom-made guides, digital course compendiums, temporary electronic collections, all of which make the librarian visible to the students as a resource person when it comes to information matters.
Strategic Planning:
Planning is not a mechanism to be considered merely as a response to change. It is a part of the 21 Joint University Librarians Advisory Committee (JULAC): http://www.julac.org/ 22 http//www.julac.org/intranet/reference/event_video/index.htm dynamic process of review and evaluation which itself seeks to bring about change. In the case of library and information services, examples of change might be the introduction of new services or new systems and procedures, both with the potential to enhance the service and the way in which it is perceived. The strategic plan requires us to set down our overall mission, policy, goals, and needs. This is then turned into an operational reality through the following:
 The development of objectives and specific policies;
 The setting of priorities;
 The design of strategies and schedules;
 Implementation constant monitoring to evaluate progress;
 Reconsideration and revision of the above;
Planning will help the library to manage change by:
 Increasing staff motivation by making better use of skills;
 Improving communication with management at all levels;
 Heightening awareness of available skills;
 Promoting the service and enhancing its image;
Transformation Through Reengineering:
Knowledge and the ability to apply management skills comprise one of the most important sets of competencies in a librarian's toolbox. The ability to manage is not limited to supervision of other staff. Planning, assessment, evaluation and implementation skills are equally important.
Librarians today and in the future need to be able to constantly re-examine processes and practices in order to successfully meet the needs of library users. One of the successful re-engineering scenarios can be found in the collaboration between Lingnan University Library (Hong Kong) 23 and their Information Technology Services Centre (ITSC) --to set up an Information Commons (IC) 24 in the Library to offer integrated information services to both Lingnan University's staff and students. This IC was setup with the vision and goals of serving as the central point of access to information in all formats, and will provide services that will allow students and faculty to transform information into knowledge, and its goals and functions can be summarized as follows:
Goals & Functions of IC:
 to facilitate the creation of knowledge and innovations in teaching and learning;
 to provide integrated support services for those who need information, pedagogy, and technical services;
 to promote synergy among members of the University community who are responsible for information services, pedagogy, and information technology in order to support teaching 23 Lingnan University Library (Hong Kong) Homepage.  to provide space and facilities for group learning and collaborative projects;
 to provide an environment which allows students and faculty to complete their knowledge-creation projects seamlessly from beginning to end.
For this new IC Project, Lingnan University Library staff applied the management concepts of re-engineering to transform their environment through cooperative efforts. They transformed their user services at both the Library and ITSC. They articulated the following guidelines in their re-engineering efforts to achieve a better user-centred service:
25
 focus on processes, not on products or organizational structures;
 aspire to make breakthroughs, not small incremental changes;
 break with old traditions and rules;
 use information technology creatively to facilitate change;
 user-services staff should become case workers referring users with detailed information needs to specialists but taking responsibility to see that the user's needs are met;
 process must be questioned;
 state-of-art information technology must be used to assist in the transformation;
 abandon the notion that every technical process must have numerous checks and balances;
 foster a service philosophy and perspective for all employees, from frontline to management;
 provide staff with a forum for discussing interactions they experience when serving patrons and sharing of solutions;
 provide training in basic service and communication skills;
 review of stress reduction techniques and management strategies for defusing problem situations;
 promote an appreciation of colleagues as customers. 26 Lingnan University's IC Project, the re-engineering of the Library and ITSC illustrates the emphasis on user-based services. These points illustrate why solid grounding in provision of services should not be limited to public service staff. All staff will benefit from examining positive approaches to communication and interaction with the public as well as their colleagues. Additionally, staff will be more likely to take into consideration broader needs and expectations when planning services for future. The end result was a successfully transformed Information Services Division focused on users needs, through a joint collaboration between librarians and computing professionals. Such a successful transformation of information service has lead to an increase of flexibility, diversity, effectiveness, efficiency, cooperation, responsibility and responsiveness to client's needs. Apart from discussing how academic libraries in general can respond to the new conditions created by the digitalization of information environment, this paper has also described a few successful examples happening in Hong Kong in the context of on-going professional developments and change management.
IV. CONCLUSION
It is clear that more than the qualities librarians possess, even more important is the ability for librarians to understand and interpret trends in information management and delivery, the vision for planning future library services, the flexibility to make changes in the library quickly, and the ability to assess the cultural environment in which the library operates and to reflect diversity in services and staff. The key concepts are our acceptance of the need for continuous education, training, and preparation to be a successful librarian. Additionally, librarians need to be equally committed to education and training in management principles as well as in the technical aspects information structure, description, storage, access and delivery. Librarians must develop and maintain critical thinking skills in order to effectively create new programmes, assess current activities, and determine user needs throughout their careers.
The step-by-step model for managing change entails the following seven activities: 28  determining the need or desire for a change;
 preparing a tentative plan;
 analyzing probable reactions;
 making a final decision;
 establishing a timetable;
 communicating the change;
 implementing the change.
Change must be planned. With so many pressures on libraries, there is a danger that each one is responded to in isolation. Ad hoc or fragmented change is as bad as uncoordinated change. There should be an overall framework for change. The leader must play a key role in ensuring that the library manages change as a whole; so must the management team. One of its tasks must be to monitor the progress in handling change; it is no use making a momentous decision if no steps are taken to ensure that it is followed through. A Strategic Plan can be useful in both planning change as a whole and stepping up procedures for monitoring progress.
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Key areas we must address include diversity, the flexibility of educational opportunities, and flexibility in the transference of a library education into the marketplace.  To use effective management techniques for planning in a client-centred environment  To take the initiative and define client needs and expectations  To take the initiative and to deal with the "invisible" clients  To connect "non-public" service units to the needs of the client (e) Effective Organizational Structure:
How to Manage
 To work effectively in fluid teams and in several teams at the same time.
Competency in these areas would be beneficial for librarians in a variety of institutional settings and would address the need to be able to work effectively and continually assess user needs in a constantly changing environment. 
